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1.0 Introduction

1.1 Executive Summary

Building on the Communication Plan delivered on March 15, 2001, this document serves as a status update regarding the implementation of the original plan.  While the overall goals and objectives remained the same, the approach, specific messaging, and implementation methods were customized to meet both enterprise and site-specific needs.  Changes in the communication plan were made in response to MEB and SCI direction, Change Readiness feedback, and input from the Change Management Team.  Changes included using new delivery vehicles, focusing on key messages, and development of tools to address specific action items.

1.2 Objectives

This document includes the original Communication Plan and Implementation updates.  This includes changes and additions to the original plan, updated key messages, and information regarding Customer and Supplier Communication strategies, approaches, and work plans.

1.3 Intended Audience

The intended audience for this is Change Management and the Program Management Office.

1.4 Scope

This document outlines the strategy and approach of the Communication Plan as part of the Change Management IPT.  This includes outlining the strategy and approach for communications focusing on BSM and the impact of BSM on employees, customers, and suppliers.  Program communications is handled by the Program Management Office and is outside the scope of responsibilities of the Change Management IPT.  Customer and Supplier Communication Plan implementation is the responsibility of Customer Relationship Management and Procurement, respectively. 

1.5 Guiding Principles

The guiding principles of Communications are in line with the Change Management principles:

· Integrating the BSM Change Management and Knowledge Transfer teams with DLA and Accenture personnel

· Ensuring that the BSM Change Management and Knowledge Transfer teams are working in concert with the other IPTs 

· Getting periodic buy-in/approval from BSM leadership before moving forward

· Enabling the BSM Sponsors

· Communicating the BSM program within DLA

· Ensuring that DLA is ready to embrace the changes brought on by BSM

· Ensuring the DLA workforce is enabled in the new work environment

· Creating an organization that can support the changes brought on by BSM

· Measuring the performance of the DLA workforce in relation to the BSM Program

1.6 Assumptions

BSM Communications Sub Team has responsibility for the strategy and approach for communications focused on DLA employees, customers, and suppliers.  While this sub team has worked to support the development of communication strategies and approaches for Customer and Supplier Communications, the implementation of the Customer Communication Plan is with Customer Relationship Management (J-34) and Supplier Communications Plan is with Procurement (J-33).

2.0 Communication Goals & objectives

The primary goal for the DLA BSM communications is to stimulate sponsorship and ownership.  Buy-in of executives, key sponsors, the DLA BSM Integrated Process Teams (IPTs) and site representatives is critical for the communication effort to achieve its objectives.

The objectives of the communication effort for the DLA BSM Program are the following:

· To help individuals prepare for, understand and accept changes in their work environment

· To inform and involve all affected groups whose commitment will be needed

· To provide accurate information to keep stakeholders focused, reduce rumors and performance dips

· To build realistic expectations regarding BSM impacts and benefits

· To provide timely information, using a multi-media approach, tailored for various audience groups 

· To sustain interest and energy of team members and business representatives who are involved with the DLA BSM Program

· Encourage Sponsorship ownership

2.1 Guiding Principles

When communicating, the following principles will be adhered to.

· We will communicate honestly, accurately, and in a timely manner to the maximum extent possible.

· We will utilize previously established communication vehicles, both written and verbal, whenever possible.

· We will make every effort to ensure each selected communication vehicle provides two-way or interactive direction in its communication, wherever possible.

· Feedback on messages and vehicles should be received frequently.  The feedback will be evaluated and incorporated whenever possible.

· We will proactively communicate what to expect in the future.

· We will follow the “Least to the Most” concept by beginning simply and expanding in complexity as necessary.

· Communication will have a positive tone with emphasis on moving forward.

· When our changes change the way employees do their business, we will provide as much advanced notice as possible.

· Communication messages will be developed to support the Change Commitment Curve and the Exit Criteria.

2.2 Method

The selection of an appropriate communication method is strategic to BSM’s success.  By utilizing techniques such as effective communication timing, various media sources, and participant feedback tools, the communication effort will achieve its objectives and desired results.

2.3 Benefits of Communication

The key benefits of achieving these objectives are clear and complete dissemination of information and increased stakeholder support for BSM.  These benefits change the business environment as evidenced by:

· Enhanced understanding of BSM and resulting changes

· A smooth transition from the current environment to the future

· An open platform for sharing information and ideas

· Realistic expectations about BSM

· Increased "buy in" from all interested parties

· Accurate information

2.4 Feedback

Information in the form of direct feedback will provide the following inputs: 

· Potential points of resistance to change

· Process validation

· A basis for re-evaluating and tailoring the communication efforts

· Success/failure of the overall program 

Tools used to elicit this feedback could be:  Project Team Survey, Meetings - Q & A sessions, and E-Mail comments, etc. 

Implementation:

Feedback and evaluation of Communication events, activities, and messages took place through a number of venues, including:

· Change Readiness Feedback

· Communication event feedback forms (enterprise approach, site-specific feedback) 

· Supervisor Workshop Questionnaire

· Tracking and monitoring web site activity

· Web Site Question and Answers

· Town Hall Question and Answers

· Question and Answers

3.0 Approach

The target audiences will be identified during each phase of the BSM program.  Once identified, the approach is to specify what information should be delivered and when, considering the concerns, interests and level of participation of the audience.  The goal is to create effective communication in a clear and concise manner as consistent with the program phase. 

Those affected by the BSM initiatives form large, varied and geographically dispersed audiences.  With this in mind, initial BSM communication will be general and broad in scope.  Key stakeholders will receive the most focused communication. BSM stakeholders can be DLA People, unions, suppliers, customers or other external groups.

The Communication Plan takes advantage of existing DLA communication vehicles (Appendix B) where possible. The DLA BSM Program logo (Figure 2) will serve to identify program communications.
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      Figure 2.

Implementation:

The Communications Approach for the Understanding and Buy-In phases of the Commitment Curve was focused on developing key communication messages to support the exit criteria for each phase.  The exit criteria, developed and validated by IPT and Site Leadership, described the expected outcomes for each audience group by each phase of the commitment curve.  In turn, the Communication Sub team built from the exit criteria to develop the key messages for the Communication work plan.

The Communication work plan, used to manage the day-to-day activities of the sub team, has been regularly updated based on input from various sources such as the MEB and SCI.  Additionally, updates were made to incorporate recommendations from Change Readiness feedback.  

Status updates and changes have been documented on a weekly basis with the sub team and a monthly review held with the Change Management Leads.  For the Understanding and Buy-In phases, the sub team developed and validated the original work plan with IPT and Site Leadership.  See Appendix D for a sample of the Communications Buy In work plan.  The work plan contains the following information:

· Key Message

· Product

· Exit Criteria

· Message Content

· Distribution Process

· Suggested Deliverer

· Target Audience

· Content Owner

· Communication Sub team Owner

· Completion Deadline

· Approval Requirements

· Status

For the Buy-In phase, Communication products have been focused on briefing packages, containing a presentation, talking notes, description of how to use and present the briefing, along with additional resources.  Final briefing packages are distributed through the Sponsorship, Concept Demo Supervisors, and Change Agent Networks with support from the Sponsorship Sub team.

During the Buy-In phase, the following communication vehicles were developed in response to specific requests:

· Hot Topics – topics raised by sites and discussed during SCI, ensuring that topic was covered in Communication work plan, and report out status of issue.  This process was instituted at the request of SCI.

· Tailored Messages – provided feedback to MEB to outline specific communication activities, events, or products that have been developed around hot topics and tailored to the audience needs.  This information is updated on a bi-weekly basis.

· Monthly View – developed “Go Live Information for Sponsors and Supervisors: A Monthly View”.  This provides a picture of events and activities occurring to support Go-Live that Sponsors and Supervisors need to be aware of.  This was developed in response to a Change Readiness feedback.

Communication Strategy and Approach  - Customer and Supplier

In January 2002, a working session was held with representatives from across sites to outline the BSM strategy and approach for customer communications, to define audience subgroups, and to develop a Customer communication work plan.  A similar working session was held in February 2002 for Supplier communications.

The role of the Communications Subteam in supporting Customer and Supplier Communications has been to provide a methodology, including supporting the enterprise strategy and approach for Communications; facilitate the development and maintenance of communication work plans (including the key messages, delivery mechanisms, time lines, responsibilities); and identify existing BSM messages that can be utilized to support targeted audience.

Customer Communication Plan

The Customer Communication Plan and Implementation Strategy was presented before the Supply Chain Integration meeting in February 2002 to validate the audience subgroups and to receive buy-in on the outlined key messages.  Customer subgroups are as follows:

· Service Logistics Chief

· Customers with Service Level Agreements

· All other DoD customers

· Non DoD customers 

See Attachment E for the SCI presentation and Attachment F for a recent version of the Customer Communication Plan.

Implementation:

Customer Communications have included:

· Strategic meetings held by RADM Archer with Service Logistics Chiefs

· Strategic meetings scheduled for Logistics Staff (command level) with Service Level Agreement customer 

· Developed Customer Service Representative Toolkit with Briefing Package.

· Developed Customer video for site use and distribution

Supplier Communication Plan

Supplier Communication Messages and Delivery Methods were presented to the MEB on April 25, 2002.   The following summarizes the primary phases:


Phase 1

Strategic Messages

General BSM Messages

E-mail  messages








Supplier Impact


Direct Mailings








Next Steps


Web Postings


Phase 2

Operational Messages

NSNs



Web Postings








SR Web


On-line Chat Sessions








EDI Changes


On-line Help Resources








BSM Changes








Time lines


Phase 3

Supplier-specific

Contract Modifications

Training of Contracting




Messages


SLA Messages


     Officers












Direct communications

The MEB Briefing is Attachment G supported by the Supplier Communication work plan, Attachment H.

4.0 Critical Success Factors

The critical success factors needed for a successful communication effort are:

· Timely and appropriate communication

· Consistent communication

· Complete and accurate information

· Feedback and evaluation for continuous improvement

Implementation:

During the development and validation process of the Communication Work Plan, IPT and Site Leadership reviewed the planned schedule of communication messaging to ensure timely and appropriate communication.

Focusing on the approach of “One DLA” and enterprise messages, during both the Understanding and Buy-In phases, an enterprise communications approach was used.  This included identifying enterprise key messages, developing products and materials from an enterprise perspective for site implementation, and tracking key communication events through the Cutover Plan.

To ensure complete and accurate information, Content Owners were identified for all key messages and products.  These were individuals identified by the process owners as being the primary point of contact for developing and signing off on content and timing of messages.

5.0 Roles & Responsibilities

Successful delivery of communications requires the leadership and involvement from all of DLA.  The Change Management Team is responsible for overall coordination of BSM communications.  The team is comprised of integrated cross-functional representatives from DLA HQ, the ICPs, DDC and Accenture.  Corporate Communications and the Public Affairs Office (PAO) will be utilized as an internal resource as well as resident experts for coordinating communication efforts of the team. The Program Management Office will be responsible for coordinating BSM internal program communications.  

Implementation:

The Communications Sub team is composed of DLA representatives from each of the sites and Accenture resources.  Subject matter experts from other IPTs have been utilized to provide content, develop briefing packages, and review proposed communication materials.  

Involvement with the development of and implementation of the Customer and Supplier Communication Plans included involvement with a broad range of DLA representatives, including representatives from the sites, Customer Relationship Management, and Procurement.  Change Management provides support to CRM and Procurement to outline strategy, approach and communication work plans.  CRM and Procurement are responsible for the implementation and execution.

6.0 Stakeholders

Stakeholders of the BSM program can be individuals or groups who have a vested interest and/or can influence BSM. BSM stakeholders can be DLA People, unions, suppliers, customers or other external groups.

In order to determine the appropriate communications, the Stakeholder Analysis (Appendix A) was developed to determine and understand audience groups.  The information gathered in the Stakeholder Analysis regarding each audience group’s characteristics and attributes, concerns and preferred communication methods serves as the foundation for the Communication Plan. 

Implementation:

Stakeholder analysis for the Customer and Supplier audience groups was developed in conjunction with internal implementation owners and presented to the MEB and SCI for review and concurrence.  

Stakeholder analysis (subgroups) identified are as follows:

Customer Subgroups:

· Service Logistics Chief

· Customers with Service Level Agreements

· All other DoD Customers

· Non DoD Customers

Supplier Subgroups:

· Suppliers

· Concept Demo Suppliers with SLAs / Contract Modifications

· All Other Suppliers

DLA People

· Sponsors and Change Agents

· Concept Demo Supervisors

· Concept Demo End Users

· Ancillary Users

· Non-BSM Employees

· Union Leadership

Other Key External Stakeholder Groups, including:

· OSD

· Joint Staff

· DCMA

· DFAS

· DISA

· DSIO

7.0 Key Messages

Key messages are the major themes of communication activities and are specific to one or more stakeholder groups.  Messages address stakeholder concerns and aim to achieve awareness, understanding, acceptance and commitment.  Key messages will change through the design and implementation phases.  In order for the DLA BSM Program to facilitate effective communication, key messages will:

· Discuss the purpose or expected outcome of the program

· Discuss the benefits

· Dispel rumors to provide “real” facts

· Provide messages of assurance, advocacy and guidance

· Provide news and updates on major program milestones

Implementation:

For the Understanding and Buy-In phases of the Commitment Curve, key messages were identified based on exit criteria and validated with Site and IPT Leadership.  Messages also became a part of the Sponsor Commitment Plans.  See Attachment D for the Buy In work plan.

8.0 Communication Messages

Each phase of the BSM program will require a core set of clearly defined messages.  The core set of messages will be developed and by the communications team and approved by program leadership based on the intended audience (i.e., the level of detail or the number of messages communicated may vary depending upon audience requirements).  Messages must be continually developed and refined throughout the BSM program.  A guide for the messages can be found in the section 2.1 Guiding Principles.  
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Figure 3.

8.1 Change Commitment Curve Topics

Answers to the following questions should be included the BSM communication messages.

8.1 Awareness Topics

Awareness Topics (Basic information)

· What is BSM?

· Why is the DLA BSM program occurring?

· What are the program benefits?

· What are the new systems? (SAP/Manugistics/PD2)

· What other companies are implementing SAP or Manugistics?

· What other government activities, specifically DoD activities, are implementing SAP or Manugistics?

· What is the program timeline?

· Who is involved in the program?

· What are the Integrated Program Teams (IPTs)?

· Who makes up the IPTs? 

· What are the IPT updates and success stories?

· What is the DLA21’s role on BSM?

· What and who is Change Management?

· How will I get information on the program (“Did you know…” topics, updates, etc.)? 

· Who do I contact with my questions?

· What are the key terms/definitions? (BSM Dictionary)

8.2 Understanding Topics

Understanding Topics (Getting the big picture)
· Where are we now and where are we going?

· Program update – When will Blueprinting, Concept Demo/IOC, FOC begin/end?

· What are the IPT responsibilities?

· What are the key processes and IPT members?

· A word from our sponsor - What can I expect of BSM?

· How does BSM affect me?

· What are the current vs. future process changes?

· How will we identify and communicate the impact to your job?

· Training update - How will I find out if and when I need to be trained? 

· How will BSM impact our customers?

· Key terms updates: BSM Dictionary

Implementation:

The following key messages make up the topics identified for the Understanding phase:

· BSM Overview

· BSM Blueprint

· Job Profiles

· Did You Know – various Topics

· Main Messages

· Organizational Alignment

· Jobs and Roles

· Systems Replacement

· Four Core Processes

· BSM Video

8.3 Acceptance/Buy-In Topics

Acceptance/Buy-In Topics (Internalization)

· Program update – When is the Implementation phase (IOC, FOC)?

· What are the rollout activities?

· What are the skills and tools needed to be successful?

· Training update – When will training occur? What kind of training will I receive?

· Can I explain how BSM affects me to others?

· A word from our sponsor - What is the sponsor doing to ensure a successful implementation?

· Key terms updates: BSM Dictionary

Implementation:

The following key messages make up the topics identified for the Buy-In phase:

· Buy In Topics

· One DLA

· What Happens after Go-Live

· SLA Processes

· Rules and Tools

· Managing Change

· Training Information and Updates

· Interactive Communications Toolkit

· Short Messages – various topics

· Glossary of terms

8.4 Commitment Topics

Commitment Topics (Participation)
· What are the Change Readiness Feedback results?

· Training Update – What are the training metrics?

· What are the key issues and resolutions?

· What are the key accomplishments?

· What are the next steps?

9.0 Vehicles

Communication vehicles are the methods used to deliver messages to stakeholders.  They may be interactive (face-to-face), technology based, written or encompass other creative approaches.  Different vehicles are appropriate for different audiences and messages. The Vehicle Analysis (Appendix B), outlines vehicles currently used by DLA in addition to others that are effective for DLA BSM communication.  In each major category, the analysis outlines vehicle characteristics, advantages, and disadvantages. 

Implementation:

A wide range of communication methods were used during the Awareness, Understanding, and Buy-In phases, each method identified to best communicate the key message to the target audience.

Communication Methods included:

Awareness Phase



Posters



Brochures



Main Message Cards



Electronic “Did You Know” messages



Videos



Articles



Briefings



Table Tents



Townhalls 



Open Forums



Newsletter



Communication tool kit



Understanding Phase



Workshops



Videos



Briefings



Roadshows



Town Halls / Open Forums



Software Demonstrations



Job Fairs



Change Discussion 1



Brochures



Articles



Buy-In Phase



Briefing Packages



Monthly Views



Toolkits



Day in the Life presentations



Job aids



Articles



Change Discussion 2



Video
10.0 Measurement

Effective communication is a two-way process; therefore, feedback will be gathered from as many communication activities and events as possible.  The Communication Plan employs “push” feedback mechanisms, including surveys and questionnaires, as well as “pull” feedback mechanisms, including a designated electronic DLA BSM Feedback mailbox.  Stakeholder input is critical for measuring communication effectiveness and is vital to the overall success of the Communication Plan.  Input from stakeholders serves to verify if communication goals and objectives have been achieved.  The Communication Plan is designed to be flexible and iterative over the course of the DLA BSM Program.   Constructive feedback will be adopted to modify or focus messages as needed. 

In addition to stakeholder feedback, it is important to note another measurement for communication effectiveness, the results of the Change Readiness Scorecard.  The Change Readiness Scorecard uses the Change Commitment Curve and corresponding behaviors as its basis.  The Change Management Team will use the results of the scorecard to assess readiness, communication and any future actions.

To ensure that communication activities are reaching targeted audiences effectively, a formal effectiveness measurement effort is recommended.  Communication effectiveness should be measured at the end of each phase of communication activity, and the results of the measurement should be used to improve the next round of communication activity.

Communication effectiveness measurement yields answers to several key questions:

Do key audiences have an understanding of the program’s potential impact to the individual and organization?

Are the messages clear and being communicated in a timely fashion?

Do the messages contain the right level of detail?

Are the messages perceived as being credible?

Are the appropriate communication mediums utilized?

What vehicles do key audiences prefer?

In most cases, conducting a successful communication effectiveness measurement effort requires that feedback from targeted audiences be gathered. Various feedback mechanisms provide:

Participants with a medium through which they can provide honest feedback without concern of suffering negative consequences. 

A medium to capture results that are easily quantifiable together with qualifying comments from which conclusions can be drawn. 

Implementation:

Measurement of overall effectiveness of Communications was measured and evaluated during Change Readiness Feedback.  Information from this feedback was used to outline recommendations for new, modified, or revised communications.

10.1 Target Audience Measurement Tools

Various measurement tools will be utilized to assess the effectiveness of a given communication vehicle on a target audience.  Feedback gathered will determine whether a given communication vehicle is effective (Appendix B).  Some of the measurement tools used will be:

Implementation:

Direct feedback and evaluation of Communication events, activities, and messages took place through a number of venues, including:

· Change Readiness Feedback

· Communication event feedback forms (enterprise approach, site-specific feedback) 

· Supervisor Workshop Questionnaire

· Tracking and monitoring web site activity

· Web Site Question and Answers

· Town Hall Question and Answers
1.1.1 Q & A Boxes

Description:

“Contact Us” boxes will be made available via e-mail on web sites. Questions about the BSM program may be submitted via these “Contact Us” boxes.  The Change Management Team will seek out the content owner closest to the question, and will provide an answer.  Physical Q&A Boxes will be considered for those situations where they are desired or more appropriate than electronic. 

Target Audience:

Any stakeholder with a question regarding BSM efforts may submit.

1.1.2 Feedback Forms/Surveys

Description: 

Feedback forms are an immediate tool to determine if a communication is effective.  Surveys are a medium in which individuals within a target audience can give feedback in relative anonymity, tending to elicit more complete and truthful responses.  Surveys will be short and easy to complete.  Surveys will be developed and disseminated in accordance with DLA policy and guidelines. 


Target Audience:

IPTs, DLA people and unions.

1.1.3 Focus Groups

Description:

Focus groups will be identified and facilitated by the Change Management Team.  These groups will be used to gather feedback and improve communication vehicle design if necessary.  Focus groups allow immediate feedback and two-way communication relative to communication vehicle effectiveness.

Target Audience:

Select representatives from a given audience.

1.1.4 Town Hall Q & A Sessions

Description:

Town Hall meetings will take place regularly at the DLA centers, HQ and affected sites. These meetings are a good way to disseminate and gather information regarding BSM communications directly from employees.  Town Hall meetings provide a good forum for question and answer sessions. During the Q & A sessions information gathered is collected for analysis.

Target Audience:

Select representatives from a site, or in some cases, an entire site audience.

11.0 DLA BSM Program (Internal) Communication

Internal program communication is as important to the success of the DLA BSM Program as is external communication.  The internal stakeholder groups include the IPTs, DLA BSM program managers, process coordinators and program controllers. 

The Program Management Office, in coordination with the CM IPT Communications sub-team, is responsible for internal program communications.

Implementation:

Communications Sub team provides input and updates to the Program Management Office on a weekly basis.

12.0 Communication Implementation Plan

BSM Communications will be implemented to parallel program phases.  The plan outlines each communication activity by message type, content, audience, outcome, sender, vehicle and timing/frequency and is found in appendix C. The desired stakeholder outcome for each communication activity is assessed at a level of awareness, understanding, acceptance or commitment based on the Change Commitment Curve (Figure 1.). Where a feedback mechanism can be used, the method is noted.  

Note that although the Communication Strategy is a blueprint for communication through implementation, the Communication Implementation Plan is primarily focused on communication activities for each phase.  The Communication Implementation Plan (Appendix C) is a living document and will be reviewed and updated during each new phase of the program.

Implementation:

A Communication Implementation Plan, also referred to as a work plan, was developed for each phase of the Commitment Curve.  
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